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ABSTRACT 

As Oakton Community College (Illinois) grows larger, 
so do its problems of control-- record keening, budgetary evaluations, 
and housekeeping, '’’o solve these problems the colleao has turned its 
attention to organization below the level of the administrative 
council and staff positions. Of three alternatives, further refining 
the organization of existing faculty and staff with provision for the 
next and succeeding vears was found to bo the most desirable. T t ha 
been proposed that faculty be organized into groups (no more than ? 
per group) without specific regard for curriculum, course, or 
discipline; these faculty "clusters* 1 would then include individuals 
with specific and qen^ral teaching and administrative strengths. Key 
faculty members would bo selected to head these clusters according to 
their versatility and ability to recognize and encourage different 
modos of instruction, commitment to studen* learning, and ability to 
fpster cooperation with other faculty members. Students are then 
assianod to the clusters, firs* artibrarily and then specifically 
according to *heir majors, interests, and needs. The result will be a 
"college within a college." The greatest advantage of such an 
organization is that the diversity of talents within a cluster will 
enable the faculty to concentrate on student learning rather than on 
subject matter. (CA) 
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A Plun for the Organization of the Instructional Stoff 

ot 

Oakton Community College 

In the recruiting brochure published lost winter, Dr. Koehnline wrote the following: 

"Under the Dean of Faculties there will be 5 or 6 groupings of professionals directly 
concerned with the learning process. Although comparable in some respects to 
tradifionol departments or brooder divisions, these groupings will be easily distin- 
guished from more common administrative units. " 

This is a principle we have held In mind through our formative months. During that 
time the Administrative Council (with invaluoblo help from directors ond the classi- 
fied staff) hos formed and operated the educational program ot Oakton Community 
College, We believed and believe that creation of administrative or quosi-admini- 
strative positions below the level of tho Administrative Council wos undesirable 
during the summer and during our first semester of operation. However, if is my 
contention that organization below the level of Administrative Council ond Staff 
positions (i.e,, Directors) ot Oakton Community College is a motter we must turn 
our attentions toward--and now. Our numbers are growing ond will continue to do 
so. This presents problems of control--budgetary, evaluative, housekeeping, and 
record keeping. We hove several alternatives os I see it: 

1 . Increase Staff positions to o point where we have odequote "specialists" 
to isolote, study, ond solve problems nnd perform functions we don't 
olwoys hove time for, This, of course, has the disadvontoge of 
creating a top-heavy administration. 



2. Hire consultants to do the above. The disadvantage here is the 
rather high cost, and avcilability of the consultants for only 
certain periods of time. 

3. Refine further the organization of our existing faculty and staff 
with provision for next year and succeeding years. 

Option number 3 is, I think, the most desirable. 

1 . It puts control ond responsibility into the hands of faculty rather 
than centralizing such functions in completely non-teaching 
administration. 

2. It makes use of existing talent for this year and gives us a structure 
for recruiting for next year. 

3. It avoids the inevitable demoralizing effect of picking "outsiders” 
for leadership roles — either this year or next year. 

The question of "refinement" therefore. The Administrative Council discussed 
the merits, etc., of some kind of "house plan" ot an all -day meeting on 
December 3, 1970. It does not seem necessary to restote all of aur objections 
to departmental or divisional organization . (Some of these are shown on 
Charts I and II .) Suffice it to say that nearly all such plans are based on subject 
matter and result in structures which group according to what people teach, not 
haw they teach. Neither do such structures exist primarily for the purpose of 
facilitating learning. (Incidentally, the recently published Priorities in Higher 
Education by the President's Task Force on Higher Education recommends 
attention be given to "rigidities in departmental . . .organization. . . . " p . 15.) 

I think we should organize our faculty administratively, both now and in the 
future, into groups without specific regard for curriculum, course, or discipline. 
Such groups should include individuals with both specific and general teaching 
and administrative strengths. Thus, eoch group should have an individual or 
individuals whose methods of teaching represents a special way of facilitating 
learning (i.e., lecture/discussion, laboratory, auto-tutorial, etc.) Further, 
each group should have within it "experts" ?n audio-visual, In graphics, in 
reading. Key faculty members should be selected to head these groups or clusters 
(which should not number more than thirty teachers per group during the next 
five years). These leaders should be selected on the bosis of their commitment 
to student learning, their •'ersatlllty and ability to recognize ond encourage dif- 
ferent modes of instruction, ond their leadership qualities necessary to foster 
cooperotion and coordination among diverse faculty. But more about these leaders 
later. 
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What advantages do such groupings as we are suggesting have that are lacking 
in the more traditional kinds of collegiate structure? I think there are many 
advantages, but chiefly the virtue that this kind of "cluster" arrangement has 
over departments (which result in compartments) and divisions (which divide 
from the rest of the school) is that the diversity of talents within a cluster 
enables faculty to concentrate on student learning rather than subject matter. 
The membership of each cluster is small enough to enable its leader or chairman 
to maintain effective administrative control and broad enough to include many 
kinds of academic talents. Teachers are grouped for their diversity more than 
for their sameness. The attached charts illustrate several of these advantages 
and disadvantages (again see Charts I and II). 

Dr. Koehnline has suggested that students be assigned, first arbitrarily by com- 
puter and then refined by concern for their major curricular interest, personal 
needs, etc., to groups (i.e., computer aided by S. D.F.). This would give 
students an 'dentity with a faculty group within the total college and, I think, 
foster a type of school spirit more genuine and useful to the student than 
within the traditional sports oriented syndrome. This idea should be phased in 
over the next year. 



As for the faculty organization, I recommend regrouping faculty beginning the 
first of February, I recommend three groups for the remainder of academic 
1970-71 . I suggest that If this plan is adopted, each chairman be given a 
reduced load of two courses for the spring semester, extended contract with no 
teaching during the summer, and a one-course load during 1971-72. These 
Individuals would retain faculty runk. 



These "faculties" or faculty groups will function at the hnplementatton level, 
as in all colleges and as Ulustroted in the chort be'ow: 

Board of Trustees \ Level 1: Policy-making 

President of the College \ Level? 1 Policy recommendations & 

\ admin, implementation 

Deans and Directors, Academic, \ L eve | 3: Administrative 

^Student Personnel, Business, and others \ implementation 

Faculty Group Chairmen and Specialized \ Level 14: Program implementa- 

Administrative Personnel \ se J rvi 1 ce . $ foco,> 7' 

\ s * a ''» ofto students 

Teoching Faculty and Non-Academic Staff Member^ Level 5: Direct program 

\ implementation 



(Chart devised from one suggested in Blocker, et al, The Two-Year College: 
A Sociol Synthesis, Englewood Cliffs, New Jersey, 1945.1 



The difference between "faculties" here and at most community colleges, however, 
is that in our plan they will be grouped so as to constitute a kind of "college within 
a college," a number of diverse people whose single most important commonality is 
that they are teachers (moreso literally than professors ) seeking to cause learning in 
their students. Within the groups of 30 or less, they can work closely and individually 
with students assigned to their group in devising instructional methods most suited to 
the student's learning mode and his curricular or occupational aim. (Naturally there 
will be students taking some classes taught by instructors outside the assigned group and 
there will be need to "transfer" students among groups from time to time.) It will be 
the group chairman's function to coordinate and supervise, keeping in mind the over-all 
role and purpose of the college. 

It is our intent to recommend three faculty members for positions as Group Chairmen at 
the January 19 Board Meeting. Chart III is a suggested Job description which provides 
a reasonable idea of not only his responsibilities but also those of the faculty cluster. 

It should be made clear at this juncture, however, that Group Chairmen will not 
perform any faculty evoluation for purposes of promotion or salary increment during 
the current academic year . Chairmen will assume responsibilities in this area beginning 
with the 1971-72 school year. For the remainder of this school year faculty evaluation 
will be carried out by the Deon of Faculties in consultation with the Administrative 
Council. 

Needless to say, as we grow larger there will be need to amplify, alter, and make 
adaptations to this plan. I moke no claim to its being a paragon, but it may well 
become a paradigm within our profession. There will be need for many programs and 
more subjects within our college. There is no reason that the "courses," taught both 
within the walls of classrooms and laboratories and without them cannat fit well 
within this structure. Neither Is there necessity to ossume that, given a program 
in air conditioning, or transportation, or electrical technology, the coordinators, 
teachers, and students cannot function as well or better within our structure. For 
it Is, to repeat once more, toward the goal of student learning and the "human 
potential model" that we must aim Oakton Community College, We must not forget 
or Ignore the subject areas we were trained In, but neither should we make them 
the focus of our own concepts of educational organization. 



"The wonder is, when you think about It, how long our schools have managed to 
stay the same." — George B. Leonard, Education and Ecstasy, New York, 1968. 



CONCERNS OF A COLLEGE AND EFFECT OF TWO 
KINDS OF STRUCTURE ON THEIR RESOLUTION 
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CHART III 



Job Description 
Faculty Group Chairman 



Function or Purpose ; To cu-ordinate and supervise the activities of 

a faculty group of diverse disciplines with the objective of facili- 
tating and improving student learning. 

The Faculty Group Chairman reports directly to the Administrative Council 
and is responsible for: 

1. Improvement in teaching methods to effectuate better student 
learning 

2. Evaluation of teaching effectiveness 

3. In co-ordination with other Group Chairmen and the Deans of 
Faculties and Student Personnel 'jervice, development and 
conduct of in-service education programs 

4. Expansion of existing curricula and, with the Dean of Faculties 
and the Director of Curriculum Development, development of new 
curricula 

5. Recruitment of prospective faculty and recommendations concerning 
employment 

6. Budgetary development and cost control 

7. Record keeping 

8. Course scheduling and faculty teaching assignments 

9. With the Dean of Student Personnel Services, development and super- 
vision of effective student counselling services 



General i Group Chairmen will have teaching loads not to exceed two courses. 
During 1971-72, chairmen will teach at least one course per semester but 
no courses during summer session. Chairmen will retain faculty rank and 
will have twelve-month employment contracts. 
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